This study examines the state of Human Resource Development Climate (HRDC) in Nigerian commercial banks as perceived by employees in general. The perceptional differences on the level of HRDC by gender categories are also examined. Using Abraham and Rao's HRDC 38-item questionnaire, data from 310 respondents, with 303 valid responses, were entered into excel sheet and analyzed to determine frequencies, mean scores, standard deviation and percentages for four variables: HRDC, General Climate, HRD Mechanism, and the openness, confrontation, trust, autonomy, pro-activity, authenticity and collaboration (OCTAPAC) Culture. Result of data analysis indicates that generally, employees perceive the overall HRDC and its three dimensions of general climate, HRD mechanism and OCTAPAC culture to be at an average or moderate level. The perceptions of both male and female subjects also indicate an average HRDC level although female participants report slightly higher scores than the male subjects but these scores are still at an average level on all the dimensions of HRDC measured. The implications of this result for organizations in general and the banking industry in particular are discussed.
Introduction
In the 21 st Century's highly competitive business environment human resource holds the key to sustainable competitive advantage (Akinyemi, 2009 ). It is not enough to develop HRD strategy. The litmus test of successful HRD strategy implementation is seen in the perception of employees whose workplace attitude and behavior are influenced and predicted by it. Their perception of organizations' human resource development environment has been found to influence citizenship behavior and voluntary turnover intention (Akinyemi, 2012) . This is quite significant and pivotal as far as organizational effectiveness, success and sustainability are concerned.
The focus of this paper is an assessment of the prevailing HRDC in Nigeria's banking industry. This financial sub-sector has witnessed series of reforms, change and transformation in recent times, in the form of restructuring, mergers, acquisitions, liquidations, etc. Surviving banks have had to embark on series of interventions to ensure stability, growth and profitability. What is the impact HRD activities and environment on employees? How do the employees perceive their banks' HRD environment? This study examines the perception of employees in general about the prevailing organizational HRDC in the Banks in order to identify areas where interventions are required. Furthermore, the study also investigates the perceptional differences by gender categories. The paper is divided into the following sections: Introduction, Nigerian banking sector, organizational climate and culture, HRD climate, dimensions of HRD climate, Human Resource Development, methodology, results and discussion, implications and conclusion.
The Nigerian Banking Sector
The recent rebasing and re-benchmarking of Nigeria's GDP base did not only made the country the largest economy in Africa but also changed the structure of its economy. The services sector is the biggest contributor to this robust economic performance (Table 1) . For instance, the share of this sector, comprising financial, construction, entertainment, IT, nearly doubles from 26% to 51% (Masetti, 2014) . The Nigerian banking industry is the fastest growing sub-sector in the financial services sector and has not only contributed to the current improved GDP but has also made significant contributions to the nation's economic growth (Sanusi, 2011; Iyoboyi, 2013 The banking sector is one the most dynamic and matured sectors of the Nigerian economy (Ogba, 2008) and has witnessed significant changes in structure, culture and operations (Soludo, 2004) . Reforms and changes in the sector, since 1986, ranged from deregulations to liberalization and recapitalization often leading to mergers, acquisitions, restructuring, downsizing or liquidations. This situation put enormous pressure on commercial banks to compete for, develop and retain the best available skilled professionals without which success and sustainability are unattainable. It is in this light that the present study seeks to investigate the state of internal development environment within the sector. Employee development holds the key to unlocking and unleashing individual potentials for the benefit of the organization especially when there is intense competition for market share, highly talented and skilled employees. Examining the state of HRDC as perceived by employees in an important sector such as the Nigerian banking industry is expected to reveal the level of importance placed on creating and developing a congenial or conducive environment for employees.
Organizational Culture and Climate
Organizational climate and culture are two distinct terms that have sometimes been used interchangeably. To differentiate these concepts, Agarwal and Maloy (1999) state that: "Climate refers to the members' shared perception of how the organization operates whereas culture refers to the administration's and the members' assumption about how the organization does and ought to operate" (p. 2). Another definition of climate as different from culture is: "a set of conditions that exist and have an impact on individual's behavior" (Denison (1990, p. 24) . Organizational culture, however, is viewed as the deep structure of organizations, which is rooted in the values, beliefs and assumptions held by organizational members (Denison, 1996) . As defined by French et al. (1985) climate is "the relatively persistent set of perceptions held by organization members concerning the characteristics and quality of organizational culture. It describes members' organizational experience and the shared meanings they attach to their perceptions of organizational environment (Schneider, Smith & Goldstein, 2000) . While culture is seen as a description of the social context of the work environment, climate describes its psychological impact. Climate, therefore, could be described as "a manifestation of organizational culture, whereas culture subsumes climate" (Agarwal & Maloy, 1999, p. 2) and it is significant to making organizations get the best out of themselves (Rao, 1999) . Ekvall (1987) suggested that there are two ontological interpretations of the organizational climate concept: realistic and objectivistic; and subjectivistic and phenomenological. The objectivistic view sees climate as an attribute of the organization while, according to the subjectivistic approach, organizational climate is the organizational members' common perception of the organizational situation. It is regarded as "a product of personal values and remains a property of individuals irrespective of the empirical level of anaylsis" (James, James, & Ashe, 1990 (Singh and Sen, 1992 
Human Resource Development Climate
HRDC, as a sub-set of organizational climate, is the perception of employees about employee development environment or the psychological impact of an organization's employee development policies, practices and procedures. An organization's HRDC relates to the visible characteristics of HRD corporate culture (Wexley & Latham, 1991) . Research findings show that employee perception of the work environment drives work attitudes and performance (Parker, et al., 2003) . The perception of employees is very important because of its attitudinal and behavioral consequences (Schneider et al., 2000) with impact on organizational success.
The significance of HRDC cannot be over-emphasized. A study by Abraham (1989) indicates that a good HRDC rather than HRD practices by themselves are actually responsible for organizational performance. Other things being equal, an organization with a better HRDC, competent and committed employees could outperform an organization that scores low on these counts. Some studies have actually linked climate and performance (Denison, 1990; West et al., 1998; Burke & Litwin, 1992; Kangis & Williams, 2000) claim that when employees perceive greater involvement in decision-making, information sharing and management support as favorable, it results in greater corporate effectiveness. Pattnayak (1998) posits that HRDC's impact on individual performance is visible in three ways i) by defining the stimuli that confronts the individual, ii) by placing constraints on the individual"s freedom of choice and iii) by providing source of reward and punishment. Athreya (1998) maintains that HRD system that supports a positive HRDC leads to a more effective existing systems and enables organizations to be more receptive to new HR practices (Athreya, 1998) . In a study by Mohanty, et al., (2012) HRDC was found to have a positive influence on job performance of the employees of private insurance companies in Odisha. It should, however, be noted that an appropriate HRDC can only be created through good HRD practices and processes. HR practices contribute to organizational effectiveness through HRDC and HRD outcomes such as: competency, motivation and commitment development (Rao, 1986) .
Dimensions of HRDC
Human Resource Development Climate is the perception of the employee about the HRD systems, mechanisms, processes and outcomes as an organization deals with its members, groups and issues. The study follows the typology of HRDC as developed by Rao and Abraham (1986) . They identified three HRDC elements, which are: General Climate, HRD Mechanism and OCTAPAC Culture.
General Climate
General climate provide the views on the top management and line managers' support for HRD. It centres on the attitudes and the behaviors of superiors/supervisors towards employee development. It deals with the practical concerns that top management and other managers/supervisors have regarding the growth and development of subordinates-whether these are genuine or not. 
HRD Mechanism
HRD mechanisms dimension deals with HRD sub-systems such as, performance management, potential appraisal, training and development, career planning and development, reward management, quality of work life, self renewal mechanisms, etc. This element examines the implementation of HRD sub-systems such as training, employee appraisal and feedback, career planning, rewards and employee welfare. While it is important to develop HRD strategies attention should be given to how the strategies are implemented and not their sophistication parse. HRD Mechanisms focuses on the practicalities of the HRD sub-systems and the main issue is how each employee perceives the implementation based on his/her experience within the organization. Issues of organizational justice, fairness, trust, respect, etc. are also covered by this element of HRDC.
OCTAPAC Culture
OCTAPAC culture refers to the degree of openness, confrontation, trust, autonomy, pro-activity, authenticity and collaboration that exist in the organization. The OCTAPAC element examines the psychological state of the organization's development environment-whether it is conducive to creativity and innovation or not. A www.ccsenet.org/ijbm
International Journal of Business and Management Vol. 9, No. 10; repression and punishment oriented environment only produces inhibitions and fear which do not encourage critical thinking, creativity and innovation. Employee development can only flourish within a congenial environment of freedom of expression and experimentation. If the OCTAPAC culture is absent employee growth and development are hindered. This dimension deals with "an environment of trust, opportunities to take decision and be innovative, a proactive attitude towards development by the employees and line mangers, a authentic approach towards developmental issues, and positive attitude for settling matters of dispute and grievances forthrightly with positive interaction" (Mohanty et al., 2012) .
Human Resource Development (HRD)
HRD has grown through many stages, beginning thousands of years ago when artisans handed down knowledge and skills of the earliest crafts to younger generations, often through some kind of apprenticeship, which was as early as 2100 BC. It has become an evolving concept for building workforce performance to meet the needs of an organization. The first formal concept of human resources development appeared in a General Assembly resolution in December 1989. Resolution 44/213 not only defined human resources development but also identified its essential elements, stating that "human resources development is a broad concept encompassing many components and requiring integrated and concerted strategies, policies, plans and programs to ensure the development of the full potential of human beings...so that they may individually and collectively be capable of improving their standard of living. It is a specific means to achieve specific economic goals." Further elaboration of human resources development is found in a General Assembly draft resolution (A/C.2/48/L.56). The foundation of HRD is built around two key principles:
(a) People are central to all development activities; and (b) Human resources development is an essential means of achieving sustainable development goals. HRD has been defined in variety of ways to stress its strategic role in Organizational Development. It "is a process for developing and unleashing human expertise through organization development and personnel training and development for the purpose of improving performance" (Swanson and Holton III, 2001) . It is also defined by McLean and McLean (2001) as "any process or activity to develop adults' work-based knowledge, expertise, productivity, and satisfaction, whether for personal or group/team gain, or for the benefit of an organization, community, nation, or ultimately, the whole of humanity." McLean and McLean (2001, p. 10) offered an expanded definition to underscore its evolutionary nature. They described it as "any process or activity that, either initially or over the long term, has the potential to develop... work-based knowledge, expertise, productivity and satisfaction, whether for personal or group/team gain, or for the benefit of an organization, community, nation, or ultimately, the whole of humanity." Another definition by Chalofsky (1992) states that it is "the study and practice of increasing the learning capacity of individuals, groups, collectives, and organizations through the development and application of learning-based interventions for the purpose of optimizing human and organizational growth and effectiveness."
In the latest definition (Desimone, et al., 2002) HRD was defined as "a set of systematic and planned activities designed by an organization to provide its members with the opportunities to learn necessary skills to meet current and future job demands". It is recognized as the framework for helping employees develop their personal and organizational skills, knowledge, and abilities (Tvetipedia, 2014) and includes such opportunities as employee training, employee career development, performance management and development, coaching, succession planning, key employee identification, tuition assistance, and organization development. It can best be described as a comprehensive learning system designed to enhance individual performance for the purpose of improving organizational efficiency. It includes three types of learning activities: on the job, off the job, and through the job in formal and informal manner. As an organizational function, Hatcher (1999) posits that HRD plays a significant role in "enhancing the long-term sustainability of organizations and has the potential to help cultivate organizations and people that positively influence individuals, communities, society, and the environment."
A 1994 UN Expert Group Meeting on Human Resources Development reported that: "Human resources development by any definition is an extremely complex problem to address. It is linked to other concepts, including: (1) workforce planning, (2) remedial programs for disadvantaged groups, (3) personnel administration, training, and organizational development, (4) general education and training, and (5) skills and knowledge development."
Human Resource Development operates at macro and meso levels. At the macro level it involves national table policy and planning of HR needs in numbers and skills or competency development to satisfy the needs of existing industries and those the nation is trying to develop. At the meso level, it includes organization's efforts to improve and "understand the interactions, processes, and systems…to support and improve individual, process,
International Journal of Business and Management Vol. 9, No. 10; and organizational learning and performance (Sleezer & Sleezer, 1997, p. 185) . At the micro level, however, HRD is concerned with the impact of macro and meso level interventions on the worker's competency, skill and knowledge development. At this micro level, it also examines the systems that act to foster or hinder individual development, career growth and organizational commitment. HRD system that supports a positive HRDC makes existing systems more effective and makes organizations more receptive to new HR practices (Agarwala, 2002) . The focus of HRD is on developing the most superior workforce so that the organization and individual employees can accomplish their work goals in service to customers.
Significance of Study
This study is significant to organizations in general and the Nigerian banking sector in particular. We are in the era of change which is being driven by intense competition, globalization, technology, talent and demographic shift. For organizations to gain and sustain the much desired competitive edge there is the need for commitment to excellence, creativity and innovation. However, the capability for innovation and creativity reside only in human capital and not in tangible organizational assets (Drucker, 1999; Kessels, 2009 ). Unless HRD is given top priority and people have access to opportunities to upgrade their skills, develop their abilities and improve their knowledge organizations would find it difficult to gain and sustain the competitive edge. The perceptions of employees about the prevailing HRDC is an indication of organization support for employee development, implementation of development related strategies, organizational readiness for change and the leaning of organizations towards the culture of innovation. An understanding of the prevailing HRDC serves as a compass for organizations and gives direction in developing and implementing appropriate strategy for employee development.
Methodology

Study Objectives
The study sets out to examine the state of HRDC in the Nigerian banking industry with regards to the following: e. Employees' perception of HRDC in the banking sector by gender.
Instrument
The survey questionnaire used in this study is the 38-item HRDC instrument developed by Rao and Abraham (1986) . Items in the questionnaire categorized HRDC into three dimensions: general climate, HRD mechanism and OCTAPAC culture with 14, 15 and 10 items respectively. Possible responses were arrayed on a five-point Likert scale comprising "strongly disagree" (5), "disagree" (4), "neutral" (3), "agree" (2), and "strongly agree" (1). Test of internal consistency (Cronbach's alpha) was conducted to assess the reliability of the HRDC questionnaire used in this study. The result (0.96) indicates that the HRDC questionnaire showed an adequate level of internal consistency reliability.
Participants
Participants comprise full-time managerial and non-managerial employees of eight commercial banks located in the South-Western part of Nigeria. Analysis is based on 303 usable questionnaires out of 310 which were returned by respondents.
Data Analysis
To analyze the data, simple interpretative techniques such as mean scores, percentages and standard deviation were calculated using Excel. Test of internal consistency (Cronbach's alpha) was conducted to assess the reliability of the HRDC questionnaire used in this study. The result (0.96) indicates that the HRDC questionnaire showed an adequate level of internal consistency reliability. Table 2 shows the result of data analysis for overall HRDC and its three dimensions. The result indicates an average or moderate levels of overall HRDC with a mean score of 2.55 (51%); general climate with a mean score of 2.52 (50%); HRD mechanism with a mean score of 2.53 (51%) and OCTAPAC culture with a mean score of 2.60 (52%).
Result and Discussion
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International Journal of Business and Management Vol. 9, No. 10; In Table 3 the number of respondents according to gender categories was indicated. Male respondents are 165 (56.27%) and female respondents constitute 126 (43.3%) of the total (291). Male respondents are more in number than their female counterparts. In Table 4 perceptional differences based on respondents' gender were examined. Result indicates that both male and female respondents perceive the prevailing HRDC to be at average level. However, female participants recorded slightly higher scores than their male counterparts on all the dimensions of HRDC measured but this slightly higher score is negligible and does not change the average level HRDC scores. This result agrees with the findings of some previous researchers such as Rao and Abraham (1986) and Rao (1999 Rao ( , 2001 . Saxena and Tiwari (2009) (2007) found that a good HRDC existed in a Dubai bank and Akinyemi (2012) reported a higher level of HRDC a Rwanda based telecommunication and an insurance company in a comparative study.
Practical Implications of Results
For HRD professionals, the implications of the outcome of this research in the service industry that thrives on innovative services and cutting-edge technology are obvious. It is pertinent to note that most studies on HRDC assessment in the banking sector have reported an average or moderate level of overall HRDC and its three dimensions. The current study is not an exemption. Yet, human resource remains the most reliable source of sustainable competitive advantage as "physical resources, technology and financial acumen now fall short of the enabling powers they once possessed as critical success factors for sustainable competitive advantage because of transition into the new economy where human knowledge, skill, and capabilities are key success factors" (Akinyemi, 2009) .
International Journal of Business and Management Vol. 9, No. 10; In view of the utmost importance of human resource to the financial services sector, especially the banking sector, HRD specialists need to be more proactive, innovative and flexible in managing and developing organizational workforce. Three things are indispensable: investment in human capital, creating an enabling (congenial or supportive) environment and developing and utilising innovative human resource development practices (Akinyemi, 2012) . Investing in people is not an option but an obligation from the point of entry of an employee to the point of departure from the organization. Investing in talent is beneficial to organizations in three major ways: a) enabling those organizations that are resource constrained or have had to reduce headcount in the face of increasing demand to do-more-with less, b) preventing the talent drain when economic conditions improve, and c) investing in leadership to avoid the high costs of staff turnover as the number one reason that employees give for leaving an organization is dissatisfaction with their immediate superior (Ogden, 2011 in Nel et.al, 2011 . Creating an enabling environment that is void of inhibitions encourages creativity and innovation and makes it possible for employees to easily unlock and unleash their potentials for the benefit of the organization. The need to utilize innovative HRD practices stem from the reality of the rapidly changing external environment and the need to keep pace with this constant change. The common practice, in the banking sector, of using financial incentive to ensure attract and retain talent is bound to fail when employees perceive a lack of organizational commitment to employees' career growth and development. Financial incentive must accompany employee development to produce the desired retention result.
This result of this study also has implications for the banking sector. The significance of HRDC in the banking industry cannot be underestimated especially because the industry characterised by extensive division of labour, high interdependence of services, high expectations from internal and external customers, and high dependence on information technology (Sekhar, undated) . This sector has the capacity to employ a large number of widely divergent groups of highly qualified and talented professionals and it is imperative to ensure strategic workforce development and congenial work environment in order to turn strategic goals to reality.
Currently, the study of HRDC is yet to attract much attention among researchers in developing countries (except in India). The present study is a pioneering effort into an often overlooked but important area of investigation, especially, in Nigeria. Associated with this area of study is an investigation into readiness for change, learning, creativity and innovation climate. Studies are encouraged in these areas since they are closely related to HRDC. Specifically, further studies on HRDC across sectors need to be conducted to underscore the relevance of HRDC as a major source of sustainable competitive advantage for organizations.
Conclusion
This study is an assessment of the state of HRDC in selected Nigerian commercial banks as perceived by employees. Results show that HRDC is at an average level as perceived by respondents generally and also by gender categories (of male and female). This is the case in the three dimensions of HRDC, i.e. the general climate, human resource development mechanism and OCTAPAC culture. It is a clear indication that employees' confidence in supervisors and top level management, their perception about existing HRD sub-systems such as training, employee appraisal and feedback, career planning, rewards and employee welfare and the degree of openness, confrontation, trust, autonomy, pro-activity, authenticity and collaboration that exist in the organization are at an average level. This situation portends a serious danger for a financial services sub-sector that relies heavily on employees for cutting edge innovation, new product development and customer satisfaction for success in a rapidly changing, highly competitive and globalized business environment. Success and sustainability are guaranteed when organizations consciously promote corporate entrepreneurship and encourage the generation and development of innovative ideas.
The banking sector needs to come to the realization that employees have other important needs that monetary incentives cannot satisfy and this underscores the significance of human resource practices that lead to employee commitment, satisfaction, and retention. In view of this, organizations should give necessary support for employee development by providing a congenial environment and adopt human resource policies and practices that encourage learning, creativity and innovation. Such improved HRDC would have positive impact on employees' behavior and attitude, i.e., employee commitment, job satisfaction and citizenship behavior, turnover intentions and actual turnover. In the volatile and unpredictable business environment of the 21 st century characterised by technological revolution, knowledge economy and globalization positional or static organizations are bound to fail. Only those organizations that score high on the elements of HRD climate would be able to gain and sustain the competitive edge in the present innovation economy.
